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MBfORMSTOM TO* 
FROM i 
SUBJECT I 


Assistant. Birector/Personnel 
Acting Personnel Director 
Progress Report -■ Personnel Program 


1* Is* accordance with parasnqjh 3 of yean* wmstraaim of 
12 December 1951 to the Deputy Dirac tor/ Administration outlining a 
pro gem for of the oner-all personnel situation,, progress 

for the month of Vmmbmr 1951 it- reported below# 

2# Improvfed initial election and placement of employ ear * 

a# Kaweranda an^hasizia*, the need for improved ptmmm-t ' 
proesdures have been circulated to personnel stiff;, jmrnharn 
sonesrned* {Bm Attau^hwents 1 and £,) 

b* A check list for interview reports has been completed 
And finished eacu interviewer, (See Attachment 3*) 

c* Greeter esphatie has been placed on techniques of 
interviewing end interview reporting in the training of 
recruitment officers, 

(U Proeadures for cheeking business references of appli- 
eszits in grades OS-11 and over wore put in operation 26 December 
.1951* (See Attactment b. } 

a* New recroitswmt officers are receiving individual 
training in testing and ere provided with special manuals of 
instruction for performing testing in the field, 

f , dated. 16 October 1951 describing tha 

Differential Aptitudes Tests mid tost profiles (Attachment 5) 
illustrates materials published to assist recruitment end 
placement officers in the use of tost information* Division 
Chiefs in Personnel have been instructed to set up training 
seeaiorf: f<s» their staffs on this topic, 

g» Initial steps in test validation and reliability studies 
are underway, Conflation of such studies will require coordi- 
nation with performance evaluation projects in order to obtain 
adequate- criteria for checking the predictive accuracy of the 
tests* Whether or rot changes in present tests are necessary 
will depend on the results of this research. 
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£• Placement follow-up. 

Instruct ions to Initiate a regular progrm of placement 
follow-ups ere contained in the raaorandum on Improved Placement 
Operations ( Attachment 1), Appointees entering on duty since 
1 December 1TS1 Will be included in the program# It is suggested 
teat a »»EK*raw2uR as drafted in Attachment 6 be circulated to all 
Assistant fix ec- tors to advise them of the program* It is believed 
teat such an explanation of Vn purpose and nature of the placement 
follow-up will result In better cooperation from operating officials* 

% More accurate recruiting rnqaialtlo na* 

a* In accordance with attached mmrw&w (Attachment X) 
regarding, iMproved jftacenent operations# a comprehensive review 
of recruitment requests is in p rogreee in order to determine 
Whither or not tee poeitionc may bo filled by promotion from 
within. 

b* On 6 fee ember lp£l, each Placement Officer in Personnel 
Eivieion (Covert) was assigned a type of position for which he 
is to develop qualifications specifications in coop oration with 
aerating officials. As tils group is completed, new assign* 
rants will be made until qualifications standards have boon 
established for all positions. 

h* Perfomanct evaluation# 

A plan of performance evaluation for use in CIA has been 
developed by a Career Service Program working group* The evaluation 
fora and procedures for administering the program will be submitted 
for tee consideration of the Career Service Committee by 5 January 
1PSB* 

5* improved supervision, of personnel* 

It is recofsaaended that the birector of Central Intelligence 
Issue a memorandum requesting test special attention be given by 
supervisory officials to the problems of eaployee utilisation. Attach* 
meet 7 is suggested as e draft proposal of such a rararandusi* 

6* Here reliable turnover reports . 

a. The Personnel Studies and Procedures Staff is developing 
a sore accurate reporting, system for turnover statistics. 
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b* Special attention in exit interviews is being given to 
a&U&ttng the actual reason for separation. 


Acting Personnel rs rector 


25X1 


Attachments* 

1* Mm dated 13 fee J3L* "Screwed PlaoeKeat Operations ,f 
£# Personnel Director Memo 18-51: "Selection of Personnel* 

2 * Interview Report Check list 
« Personnel Director Kerne 1J?-51* “i&aplQyj&ent eneefca* 

5* Memo dated Oct 1951? “Differential Aptitude Testing* 
6, Draft ieawo* "Placement Follow-up Program* 

?* Draft memo: "Supervisory Meaponaibllltias in Personnel 
Management * 
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Chief, Personnel Division (Covert) 13 December 1951 

Chief, Personnel division (Overt) 

Acting roraonnel director 

Improved Placement Cparttiens 


1* She effectiveness of our personnel pro^raa. depends 
largely upon the kind of placement work we are doing, ?l«ce- 
mni Si*-^uld be regarded as an internal recruitment and selection 
process which, as part of the general effort to secure the rilvt 
uan for the right place, operates as one of the wsi important 
factors in reducing employee turn over* 

2* bmadiute attention must be given to the means for 
improving oar placement procedures. As an initial step, all 
recruitment requisitions for personnel in Grades G5-6 and above 
are to be reviewed to determine w> ich euployees alre&cy in Ch# 
Agency qualify for promotion to tliese vacant positions. A 
systematic review of the quaXiflcatl.; s of parsons currently 
employed will be required in order to relate candidates far 
promotion to available vacancies, contingent upon obtaining 
replacement® for the persons promoted. Recruitment should 
then be promptly initiated to obtain personnel ss replacements 
to fill the positions from which employees will be promoted. 

3* A rogulsr procjrsm of placement follow-ups must be 
initiated, lacividuel placement officers should contact both 
the employee and his supervisor at 3Q», 60-, and 90-day intervals 
following, entry on duty of new employees. The purpose of each 
follow-ups Is to determine whether the employees position 
assignment is a good one in terse of hie ability to perform 
satisfactorily his general adjustment to the requirements 
of the job. in the basis of such follow-ups, definite determi- 
nations should be made as to the desirability of: 

a, attaining the employe© in hie present assignmv nt, 
or 

b. Arranging corrective action, such ce. training, 
reassignment, employee relations counseling, or {separation 
of employment, 

h. A report of progress made by your Division in connection 
with the foregoing is requested not latex' than Hi January 1952. 

hf 

GbOEGE I, HELOOK 

•*> *7® It s-a p« 

Approved For Release 2002/07/10 : CIA-RDP78-05939R000200030018-6 


Apprd^d Release 2002/07/10 : CIA-RDP7^5’»«R000200030018-6 


3ECRE T 

fcara&crau.** 1 *+ 


20 December 1951 


PERSONNEL DIRECTOR MEMORANDUM NO* l8-»5l 
SUBJECT: Selection of Personnel 


that^all^Assistan^DirectMB^'cocperate^in^ssurii^the^e^plo^CTt^^ 

£ £'&£*, S£n“r£nS£ omce to 

^ssistsssssssssar 

termine P that the candidate does possess the desired qualifications. 

9 The nressure of urgent needs for staffing the Agency makes 
it isv S cSrSySoSay Operations to transfor emphasis fron "quality 
i‘ ^.Ltlt^ in an effort to produce too numbers of new anptoyees 
This is to remind all members of the Personnel Office to 
JSSi to cive Hrct consideration to quality. The eoal remains 
"quality in quantity". 



Acting Personnel Director 


B E C b T 
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26 November 1951 

CHECK LIST « INTERVIEW SHEETS 

(Supplement to PHD Memorandum No® 30-51) 

recapitulates information to be covered in interviews,, 
rne list will serve as a guide in reviewing your interview reporta for 

completeness but should not be used as a seriea of questions asked during 
the interview,, ^ 


1® Education * Are the following facta shown* 


s» tames of institutions attended® 
bo Dates of attendance.! 

Co . Major courses of study 0 
do Significant extra-curricular activities 0 
©o Academic honors a 
fo Thesis title (if any). 

2 5 Mjloyrcent history ; Are the following facts shown* 

Sc Names of previous employers (give company names)* 
bo Names of supervisors when reference checks are to be made® 

Co Results of any reference checks made® 

d» Types of duties performed, number and kind of employees super- 
vised, salaries received® * 

e® Reasons for leaving previous jobs® 


3° Mlli-fory service * Are the following facts shown* 

a® Description of pertinent duties performed and length of time spent 
in each assignment® Civ© MOS number if possible, particularly in 
M.Io field® ^ 

b® Branch of service® 

Co Dates of serviceo 
d® Final ranks, 

e® Training courses or service schools attended® 
ho Foreign language and area knowledg e* 


a® Have you indicated for each foreign language known the degree of 
proficiency in reading, writing, and/or speaking? How was knowl- 
edge acquired? (Native tongue, study, travel, etc.) 
bo Does applicant have special foreign area knowledge? How was it 
acquired? (Residence, study, etc*) If through residence, indicate 
when, how long, and in what capacity* 

5o Foreign connections * 


Have you inquired into possible foreign connections and reported detail i*' 
(Country, relationship, eto c ) 


CONfjq 
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-v*** *»*j vKW 

Unfavorable circumstances: 

nmr' i -r- , w» f .*»w»'vv 

Have you explained the questions relative to "unfavorable circum- 
stances'' and recorded details of any such elements? 


Personal data: 

Have you reported your opinion on the following i actors f 
a* Appearance: physical description, dress, etc© 

b« Manner: poise, ease in conversation, nervousness, alertness, cue, 
Co Healths Possible disqualifying defects® 

d. Maturity,: (considered in terns of applicant *8 age and background Jo 

Have you discussed and reported on the following t 
a® Draft or reserve status® 

b 0 Family situation: number of dependents considered in terms of 
possible assignments, salary requirements® 

Co Willingness to go overseas! preferences and limitations as to 
area, if any* (Will he go without family, with family, etOo) 
d<, Job interests: stated preference of applicant* Have yon indi*y 
anted whether applicant appears to be seeking a job or a cares?’? 
Why he is interested in CIA? 
e 0 . ’/hen will the applicant be available for duty? 

f 9 For PM candidates: is applicant wlll5.ng to undergo jump training? 
Other information: 

■murm - -■ 1 * 

Have you mentioned any other fact, impression, or opinion which woiua 
be of value in placement of the applicant or would help to present 
him as an individual? 


Personnel pool: 

iqiiJiflHtimtf... unrnrr* a • sctf™******** 

/ 

If applicant is being considered for a clerical-typo position, have 
you discussed assignment to the personnel pool with him (conditions of 
assignment, type of work done in pool, etc®)? 

Evaluation: 

Have you given your overfall evaluation of 'the applicant? 
rtecomendat ions : 

Have you indicated your own recommendations as to the applicant S s 
potential usefulness to the Agency with specific job suggestions when 
possible? Are reasons for selection or rejection clearly stated? 
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2D December 1951 

PMiSOlillEL DIRECTOR Mtt-SQKAHUUM SO. 19-51 
SUBJECT s Employment i Record Checks 


la Successful selection and placement are achieved when there is a proper 
match inc of jobs and people*, or stated more precisely, when jobs match the capa- 
cities of the individuals assigned to them# If the employee's job calls for 
abilities that he docs not have and cannot develop, the result is poor produc- 
tion, inequitable shifts of workload to others, frustration, job dissatisfaction, 
and sometimes a weakened administrative structure# On the other hand, when the 
job calls for only a fractional part of his ability, the employee is apt to de- 
velop a general attitude of dissatisfaction, frequently expressed in the form of 
assumed grievances against the Agency in general and his supervisors in particular 


2., The matching of jobs with the capabilities of employees requires skillful 
analysis of individuals* qualifications (abilities, skills, interests, and traits) 
to terms of the requirements of the individual positions. The correctness. of 


this appraisal depends largely upon the information at hand# In the past ifcs 
selection and placement of new employees resulted mainly from information sqpg&fc 
by the applicant on the Personal. History Statement, together with interviews OCK> 
ducted and recorded by representatives of the Personnel Office, and oc eas tonally 
by operating officials# Although these are essential elements in any select lam 
and placement program, there should be full recognition of the need for supple- 
menting these appraisal devices# 



3# A good “paper record", as reviewed on a Personal History Statement, is 
no assurance that the applicant possessed or developed the knowledge, skills, 
and traits needed on past assignments, and the placement officer is not "safe" 
in assuming that the applicant adequately served in these assignments# The limi- 
tations inherent in interviewing likewise dictate the need to draw upon supple- 
mentary sources of information, wherever this is possible* In this connection 
we are endeavor tog to improve and to broaden our testing activities as measures 
of applicants' qualities. 


. The employment record check is another device for obtaining information 
to be used in appraising an applicant's qualifications for assignment to a par- 
ticular position.. The employment record check is a contact made with one or mere 
of the applicant's previous employers in order to obtain pertinent data regarding 
the general character’ of the applicant’s service with these employers# Effective 
26 December 1951* this type of record check will be made for each applicant con- 
tacted by a field recruitment officer where the latter believes that the indi- 
vidual should be considered for Agency appointment to a position in GS-11 or 
above# Except in unusual circumstances, the information obtained from such rec- 
ord checks should be forwarded with the interview reports* When the initial. 


interview is conducted in ’Washington by interviewers of the Departmental Recruit- 


ment .-Section, 


Personnel Procurement Division, or by members of either the Personnel 
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rS™ J* ^ bs « 8 Pon S ibllibr 

«ar, 5 k KT^ «^J a 1 tta 1 d P ^' oan r s *^ ssent •«*»— <>•»*- 

qaireraent conflict />rith t.h-TKS+S® ^ b ? cont£cted a unless (1) this re- 

or (2) the applicant has not been prevLuS^SplwS^^^^^ 6 empla 5 , ' e3 ^ 

bo made as are required to qatiiiv +>?! -f npl< W^* As many contacts should 

«a Possible a pixe ls laSkg ££££%? “ ac ^e 
characteristics ® Wthin the near » an applicant's qualifications and 

as a guide for, and' "record of wiU be Pliable to serve 
obtained will be stated on letter ■ * cs ® meantime, the information 

contacted/ as well as the companv rame i na ^ 1 ® and Position of the person 

Pending loanee of STfSaSSTSL? 11 be in —•. 

the kind of information *ich SnM M ** U ° ted “ *» 

a« Did the applicant work for your organization? 

b* ’.hen? 

c * T '&at type of work did he do? 
d 0 bhat was his salary? 

e 0 Did he advance in this position with you? 
f o -’’as his work satisfactory? 

g ° Speci91 talents, if any, did the applicant possess? 

h - hifwkf °“ ltieS ’ U "*■» did tto «**««* have in performing 

io '. ; as the applicant more skilled in "doing" things personally or 
“ n feUld “ n £ supervising the work of others? y 


J* 


k 


the applicant in earning on negotiations with 

ieioieiD eto‘,7 °” S 01 the or 1” other firms, 

htaT know what the applicant .. working aasociataa think about 


1. hat "temperamental" traits, if any, did the applicant display? 
m “ • iose aT2 y tine because of poor health? 
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n® What were his reasons for leaving? 

o* Mould you rehire the applicant? If not, why not? 

p® Indicate on the report whether contact was made by telephone or 
personal visit and whether connection with CIA was revealed® 

6® Although the employment record check is fairly valuable in checking 
about applicants, it has several limitations ® These problems must be recognized 
to fit "the information obtained into proper perspective for selection purposes o 
For examples 

a® In large organizations, the inquiry is often channeled to clerks 
who can give only a superficial response® 

b« Some former employers hesitate reporting adversely against a 
former employee for fear of prejudicing his reemployment oppor- 
tunities • 

Co Personality clashes between the applicant and the former em- 
ployer may disproportionately influence the latter’s comments o 

7® Wherever possible, the employment record checks should.be made with tha 
applicant’s immediate supervisor® The contact is to be by telephone or in Ecrson® 

The value of the record check will be increased as concrete questions are askect 
about the applicant, rather than soliciting general impressions® Skillful query- 
ing will often disarm the individual tfio is reluctant to express anything adverse 0 
In addition, the recruiter or interviewer making the record check must be fair 
to the applicant® If the information obtained justifies the conclusion that the 
applicant is not suited for the position originally considered, his qualifications 
for other fields should be considered® The man who is maladjusted in one occupa- 
tion may be successful in other jobs involving traits in which he is superior c 

I 25X1 


Acting Personnel Director 
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u; % P iaoBHiBUt arid Procurement Officer a 

VIA i Chief „ Personnel Division (0) 

FROM s Chief * Testing Branch 


DATES j.6 0 l»j 


SUBJECT'S Differential Aptitude Testing and Profile Report of Performance 


lo In order that Placement and -’roourement Officers will be 
fully informed with regard to testing services for applicants and 
employees* this memorandum, supplementing our memorandum of 16 Janu- 
ary 3951* subject* "Dissemination of Information Relating to Testing 
Procedures*," has been prepared as a description of the factorial 
nature of the aptitude tests administered by the Testing Section 
of this Branch and, coro liar tally* as a review of the fundamental 
applications of the profile method currently used for reporting 
v.aai results c 

Z.. APTITUDE. TEST SATT-fc IRR-. Authorities in the field of 
mental testing, have long recognised that mental ability is com— 
nosed of many kinds of mental activity and that several testa 
yielding separate scores on .the different areas of mental activity 
are of more value in , uidanea and selection processes than one 
composite score such as the Intelligence Quotient score, Several 
separate scores can. indicate both strengths and weaknesses in 
specific areas a The teats used by the Testing Section have been 
selected m conformity with this factorial approach o This method 
is particularly well illustrated by the Differential Aptitude 
Tests used for clerical and. administrative persons « The Differen- 
tial Aptitude Testa are designed toward multi ole measurement of 
multiple abilities for purposes of guidance and employment selec- 
tion, They aro essential ly power tests as opposed to speed tests*, 
and are possessed of low intaroorralations to assure measurement 
of discrete aptitudes aa much as possible, 

6 0 PUBLISHERS * NORMS* These, then, are the basic theories 
upon which differential testing is built. The next step in a 
discussion of tests is* of course, the treatment of scores „ A raw 
score which states briefly the number of items correctly answered 
after the scoring operation has been performed is oi little use 
in itself* even if the reviewer of the score were well acquainted 
with the number of possible answers and scoring procedures on each 
test * He still would be confronted with the need for comparing 
the raw score with some scale to indicate whether it is considered 
a good or poor performance for that testo This is the function ©t 
a percentile score • A percentile score shows what percentage of all 
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th® people taking the test made better scores and what percentage 
made poorer scores than the individual in question. An individual* 
then* whoso raw score dares him in the 50th percentile* is in the 
Kiddle of the total population- fc* «•*».*£ the teat* since 50^5 of tbeae 

taking the' teat perf:»*-,**d ratter a-vt S-*< poorer* 

*„ -i;«* a-* . *?-.*». it.- *«.„»•* to tn.e test inf?: facilities 

here >*t C'.hi /ereeaisil# ooriaa baaed on a |2th grade population 
were compiled by the publisher# of the Differential Aptitude 
Tests for each test* Every individual's raw score for every ■ 
test is converted into a peroentlle score for purposes of aom- 
parison with the total 12th grade population that took the test 
(standardisation population)* "This can also be said of per- 
oeotile ranks for al 1 other tests administered by the Testing 
Section but* of course* the population on which each tost has 
been standardised varies with th® test* 

bo Carrying the techniques of comparison still further* 
the Testing Section felt that some means of comparing an in- 
dividual with others tested by CIA at his level was necessary* 
Accordingly* a mean CIA score has been computed for each test 
for each grade level from GS-2 through GS-9. With those moan 
or average scores* it is possible to see how (by the peroentlle 
tsoore) th® individual's performance compares with all others 
. (publishers sample) taking the test and how (by th® moan soore) 
he compares with all applicants and employees tested by CIA 
for his type of position at his own grade level* - 

4. PROFILE REPORTS >. Therefore, as a graphic presentation of 
these two comparisons* the Testing Section has employed the profile 
as its instrument for reporting test results. Shown on the profile 
is a percentile scale ranging from 0 to 100 and a list of teste in 
the particular battery used* The profile selected for the individual 
has printed on it the CIA mean scores for each test at his particular 
grade level. The individual's percentile scores for each test are 
then plotted on the profile in red* So that his performance in refer- 
ence to the total population taking the test is apparent. His per- 
formance in reference to his own grade level at CIA oan be seen by 
noting the relation of the percentile soore in red to the moan CIA 
score in black printed on the profile. These two comparison proce- 
dures formulate the picture of degree of ability for each test. 

The next process in the use of the profile Is the evaluation of total 
performance in relation to a particular individual's qualifications 
for a particular type of position. 

5. EVALUATION OF PROFILES FOR CIA POSITIONS s Each type of 
position* often each particular position* has its own qualification 
requirements. Under current personnel selection procedures specific 
requirements characteristic of the diverse types of CIA positions; 
cannot be known in detail by the Testing Section. Further* it would 
not be feasible to attempt pin-point testing of abilities peculiar 
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to each authorised position in this agency® Therefore, the diiier- 
ential approach* as outlined In the discussion above, has been 
adopted for accommodating the large numbers of applicants referred 
to this Branch for testings Under this procedure, measurement is 
made of a limited number of significant general and specific apti- 
tudes and skills which are relatively common to a wide range of 
positions. A Placement or Procurement Officer who is well in- 
formed as to the requirements of a certain specific position and 
who understands the true meaning of a test performance profile can 
adequately evaluate the indivudal's worth as indicated by. testa. 

Inherent in this process, of course, is a general knowledge of the 
area covered by the tests used, a3 discussed in the memorandum of 
Hi January 1951 from this Branch. 

6. In conclusion, oertain potential pitfalls existing in this 
or any testing program should b© noted* bpeoifically, for this 
program they aro as follows s 

su The construction of the profiles must be fully understood# 
If there is any doubt about the meaning of scores, the profile 
is useless to the person reviewing it. 

b® The differential approach to testing cannot operate 
successfully unless each person using test results understands 
its theory. This is necessary to avoid the grave error of 
seeking applicants who stand very high on the scale in «ver£ 
test. With a battery of tests whose interoorrelation is low, 
deliberately so, the basic assumptions are that the average 
individual will not do .veil in every aptitude tested and that 
every position requires proficiency in a different combination 
of these tests. Therefore, a general knowledge of the ta:»ts 
used is necessary in conjunction with familiarity with specific 
job requirements for proper weighting of tests in evaluating 
performance. 

o. An understanding of the faot that tests can be of £reat 
aid in personnel selection and placement is needed, but this 
must be tempered with the realization that no competent authority 
would advise the use of tests a3 the only criterion in any 
situation. The scores on the individual tests, taken by them- 
selves, provide useful information* taken as a group of scores, 
they take on additional meaning. They must always, however, be 
used in the framework of all known data about the individual 
and the position. 


STAT 


Approved For Release 20027&7/10 : CIA-RDP78-05939R000200030018-6 




App«>ve& For Release 2002/07/10 : CIA-RDPt8^0593,9R000200030018-6 


mtmwm to t All Assistant Directors 
Pli&H t Deputy Director/ Administration 

SUBJECT t Placement Follow-up Program 


I* In order to increase the effectiveness of personnel 
utilisation, the Personnel Office has instituted a procedure fear 
placement follw-cps of new employees* This process is designed 
to evaluate the adaptability srt> capacity of new employees to 
perform the duties and reaper c-ibili ties of their assistants 
adequately# 

2 » To carry out the follow-up program, individual olaceaent 
people from the Personnel Office nave been charged with the 
responsibility for cortf.ctir.g- both err employees and their 
supervisors within 90 days after the enplqysas have completed 
training* Vpm the basis tf tha fact* ssoertaimd from these 
interviews, corrective action will be taken whenever the need 
is apparent to reassign, train, separate, or otherwise increase 
the effectiveness of employees# 

3* Since the efficiency of \s%doyuGU is largely dependent 
upon the kind of pieceaKnt activity initially- undox-taken, the 
cooperation and assistance of operating officials is requested 
in order to assure the success of this program. 


TJALTSR T S:CD 1.01F 


BC?U So/vs etW*v^ 
*^assassjjg» 

»«**, **«» 18.: 
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